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Lodging Update: Greater Boston
Rachel Roginsky and Matthew Arrants
Pinnacle Advisory Group provides an update of lodg-
ing industry performance in New England and Boston 
for the first half of 2012. While the New England region 
outpaced the nation, the specific story varies from state to 
state. Only Massachusetts and Vermont achieved REVPAR 
performance better than the national average. A review of 
the Greater Boston lodging market reveals that a healthy 
local economy and strong convention calendar, combined 
with a number of one-time events and limited new sup-
ply, boosted the local market in 2012. The outlook for 2013 
in Greater Boston remains positive, with expectations of a 
4.7% growth in REVPAR.
A Sense of Place
Rachel Black
People increasingly want to know where their food and 
wine comes from and who produces it. This is part of de-
veloping a taste of place, or what the French call terroir. The 
academic and industry debates surrounding the concept of 
terroir are explored, and the efforts of Massachusetts wine 
producers to define their sense of place are discussed.
Hospitality, Tourism, and Politics
Stephen W. Litvin
Government policy has a significant impact on the hos-
pitality and tourism industry, but it is unclear if political 
leaders fully understand this economic sector when craft-
ing policies. This article offers new research about the di-
rect involvement of industry practitioners in the political 
process, by analyzing the backgrounds of legislators in the 
six New England states. The data indicate that only 3% of 
these legislators have current or former careers related to 
hospitality and tourism. The author suggests that practitio-
ners should seek election to political office, to better influ-
ence government policy.
Paris in Boston
A Photo Essay by Jack Dzamba
It is intriguing how certain scenes of Boston resemble 
those of Paris. In fact, the architects of some of Boston’s 
most famous buildings of the nineteenth century studied at 
the École des Beaux-Arts in Paris. The influence of Paris can 
be found everywhere in Boston, especially among the hotel 
images in this photo essay.
The Cradle of American Hospitality
Bradford Hudson
An astonishing array of firsts and near firsts in the histo-
ry of the modern hospitality sector have occurred in and 
around Boston, and some of the oldest surviving hospital-
ity businesses in the United States may be found in the area 
today. This article explores the evolution of hotels and res-
taurants in Boston from 1633 to the present.
Thompson’s Spa: 
The Most Famous Lunch Counter in the World
Peter Szende and Heather Rule
Thompson’s Spa in Boston was one of the most celebrated 
restaurant companies in America at the turn of the twenti-
eth century. Founder Charles Eaton was a pioneer in pro-
duction and service methods, who developed a variety of 
innovative mechanical systems. This article describes the 
founding, growth, and eventual decline of the company 
during the period 1882 to 1968.
The Restaurant as Hybrid: 
Lean Manufacturer and Service Provider
Christopher Muller
Uniquely positioned as both consumer service providers 
and tangible finished goods manufacturers, restaurants sell 
at retail an inventory that is fabricated from raw materials 
at the site of consumption. This article illustrates how res-
taurant managers have historically used the fundamentals 
of just-in-time and lean manufacturing production, often 
without understanding the power for efficiency and profit 
each brings. The goal is to encourage restaurateurs to seek 
a better understanding of where these principles interface 
with service management theory.
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  Welcome to the Boston Hospitality Review. This is a new 
and different kind of academic journal from Boston Univer-
sity. It’s different on so many levels that it really isn’t a tradi-
tional university publication at all.
 We spent hours debating whether our new periodical 
should be a journal of business theory, a review of intellectual 
trends, a chronology of industry developments, or a magazine 
of popular culture. In the end, we decided it would be a bit of 
each, but closer in style and readability to a magazine of ideas 
than anything else. It is also different because, from the very 
first day, we intended that it would be a digital endeavor, with 
extensive visual content and the potential for multimedia con-
tributions.
 The Boston Hospitality Review is an interdisciplinary pub-
lication devoted to scholarship and reflection about the theory 
and practice of hospitality as a business activity and cultural 
phenomenon. It has a special connection to our Boston home, 
and to the surrounding New England region, but the topics 
discussed will usually transcend geographic boundaries. In 
the current vernacular, our editorial policy is to act locally and 
think globally.
 If you are an academic, you may find an article appropri-
ate for your students. If you are an industry practitioner, you 
may find an idea worth discussing with your colleagues. If you 
are a member of the interested public, you may find a compel-
ling story to share with a friend. Our goal is to offer something 
in every issue that is thoughtful and interesting for each audi-
ence.
 We hope that you will enjoy reading the inaugural edition, 
that you will return often for future installments, and that you 
will consider becoming more deeply involved in our experi-
ment, as either an author or a sponsor.
Christopher Muller
Publisher
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Editor
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6 Each quarter, Pinnacle Advisory Group will 
prepare an analysis of the New England lodging in-
dustry, which will provide a regional summary and 
then focus in depth on a particular market. These 
reviews will look at recent and proposed supply 
changes, factors affecting demand and growth rates, 
and the effects of interactions between supply and 
demand trends. In this introductory issue, we spot-
light the Greater Boston area, providing booking 
pace statistics that serve as a leading indicator for 
future market performance.
New England Summary
 
 The New England region has outperformed the 
country as a whole through the first eight months of 
this year, in terms of growth in revenue per avail-
able room (REVPAR). A closer look, however, re-
veals that only two of the six states in the region 
exceeded the national average, Massachusetts and 
Vermont. In fact, much of the region’s strong per-
formance can be attributed to high occupancies and 
average room rates in the Greater Boston lodging 
market.
Performance by State
Connecticut
 Connecticut experienced the weakest REVPAR 
growth in the region (2.1%). In fact, it is only one 
of three states in the country that experienced a de-
cline in demand, albeit a very small one (–0.4%). 
This decline was partially the result of less gov-
ernment contract activity in areas such as Groton, 
where government plays a key role in generating 
lodging demand. A slowdown in casino-related 
demand also impacted the lodging market in Nor-
wich, where casino revenues decreased 5% through 
Update
Rachel Roginsky and Matthew Arrants
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 Harbor
June, as compared to the prior year.
 On a brighter note, while demand in the state 
was down slightly, room rates showed positive 
trends with average daily rate (ADR) increasing 
2.7%.
Maine
 As one of the region’s most seasonal states, 
Maine typically experiences occupancy percentage 
rates hovering in the mid-to-upper 50’s. So far this 
year, Maine has been able to capitalize on the im-
proving economy by generating 3% more demand 
than in 2011. Interestingly, most of the improve-
ment appears to be outside of the Portland area, 
which is only up 1.3% year to date. The Portland 
market, however, has seen significant growth in av-
erage rates, increasing by 7% through July.
Massachusetts
 Massachusetts has the largest hotel supply in 
New England and is typically the leader for recov-
ery within the region. In 2011, Massachusetts oc-
cupancy climbed to 68%, well above the national 
average of 60%. ADR in the state was $138.87, ap-
proximately $37 above the ADR for the nation. For 
the year to date, as of August 2012, the REVPAR in 
Massachusetts was up 10.1%, as compared to the 
prior year, well above the national REVPAR in-
crease of 7.3%.
 As will be discussed later, both the Boston/
Cambridge and suburban Boston markets are re-
sponsible for the lofty results within the state. Out-
side of Greater Boston, hotels within the state ex-
perienced moderate increases in demand, with no 
new supply. The milder winter and pleasant sum-
mer boosted travel to the western region of the 
state.
 As a result of the strong performance in Great-
er Boston, and moderate improvement in central 
and western Massachusetts, REVPAR will likely in-
crease 10% to 11% by year end.
New Hampshire
 Lodging demand in New Hampshire can also 
be quite seasonal. While there are pockets of year-
round corporate demand, much of the state’s lodg-
ing market is dependent on seasonal tourism. A re-
cent decline in supply was caused by the closing last 
year of the Balsams Resort in the far northern part 
of the state. On a year-to-date basis, New Hamp-
shire ranks third within the region in REVPAR 
growth. Modest increases in both occupancy and 
ADR were experienced within the state.
Rhode Island
 The Rhode Island lodging market has experi-
enced significant weakness in both occupancy and 
ADR over the past few years. REVPAR was $78.00 
in 2007, but dropped to $60.00 in 2009. It has since 
rebounded somewhat, with REVPAR of $67.27 in 
2010 and $70.05 in 2011. So far this year, the state, 
as a whole, has continued to experience modest 
gains, however the submarkets within the state dif-
fer in performance.
 Providence should end up this year with a 12% 
increase in REVPAR, due to a combination of the 
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Market area Supply Demand Occupancy ADR REVPAR
Connecticut 0.2% -0.4% -0.6% 2.7% 2.1%
Maine 1.1% 3.0% 1.9% 2.1% 4.0%
Massachusetts 0.4% 2.9% 2.5% 7.4% 10.1%
New Hampshire -1.1% 1.7% 2.9% 3.0% 5.9%
Rhode Island 1.8% 3.8% 2.0% 3.8% 5.8%
Vermont 0.6% 5.3% 4.7% 5.0% 9.9%
Subtotal New England 0.4% 2.4% 2.0% 5.4% 7.6%
Total United States 0.4% 3.3% 2.9% 4.3% 7.3%
Key hotel operating statistics - Year to date percent change through August 2012
EXHIBIT 1
New England Outpaces Nation in REVPAR Growth
Source: Smith Travel Research
improving economy and strong visitation at the 
Rhode Island Convention Center. The Newport 
submarket will also experience strong growth in 
both occupancy and room rate given the success 
of various summer events, including the America’s 
Cup this past August. Warwick, on the other hand, 
experienced a 3.1% REVPAR decline as of August 
2012. While demand for lodging in Warwick en-
tered positive territory, the re-opening of the Nylo 
Hotel superceded positive demand trends.
 Year-end results for the entire state are likely to 
result in a 6% REVPAR increase.
 
Vermont
 Vermont had the strongest growth in demand 
among the states in the region (5.3%). While the 
lack of snow hurt many of the resorts, the industry 
was helped by transient construction workers in the 
aftermath of Hurricane Irene. The hurricane, which 
hit in late August 2011, was the fifth costliest storm 
in American history and claimed 27 lives nation-
ally. Damage in Vermont was particularly severe, 
due to flooding that wiped out roads and bridges. 
Crews remained in the state throughout most of the 
spring, generating incremental lodging demand in 
several markets.
 Vermont’s annual occupancy in 2012 should 
reach 61%, and ADR will be above $120.
 
Anticipated Changes
 Pinnacle is monitoring trends and potential de-
velopments in the following market areas heading 
into 2013.
Stamford, Connecticut
 The relocation of Starwood’s corporate head-
quarters to Stamford, along with the redevelop-
ment of the city’s East Side, has helped to spur 
additional demand in that market. This increased 
demand, coupled with limited new supply, is ex-
pected to lead to growth in average room rates. The 
recent opening of the J-House hotel in Greenwich 
is not expected to have a major impact on the over-
all supply-demand relationship in the market, due 
to its relatively small size (86 rooms).
Southeast Connecticut
 The casinos have continued to suffer, despite 
recovery in the rest of the region. With the potential 
expansion of gaming in Massachusetts and Maine, 
as well as nearby New York State, no significant im-
provement is expected in the near future.
Burlington, Vermont
 Strong performance over the last few years 
may result in increases to the supply. There are 
three hotels proposed for this area. Whether these 
hotels will actually be built and the timing of such 
construction are uncertainties that may impact the 
lodging market.
White Mountains of New Hampshire
 The closing of the Balsams Resort in September 
2011 helped other resorts in the area during 2012. 
However, new owners are expected to make a sig-
nificant investment in the property and reopen it 
during the spring of 2013.
Portland, Maine
 The strength of the downtown market, and its 
ability to absorb new supply over the last few years, 
has led to further investment. Rockbridge Capital 
has closed the Eastland Park Hotel, with plans to 
reopen it as a Westin Hotel during the summer of 
2013. In addition, there are three other proposed 
hotels in and around the Old Port area that could 
open as early as the fourth quarter of 2013.
Projections for 2013
 Based on the year-to-date performance of the 
New England region, coupled with limited new 
supply, we are optimistic about the industry’s 
performance through the remainder of 2012 and 
through 2013. While the regional economy remains 
somewhat sluggish, we expect demand to continue 
to grow modestly, at about 2.5% annually. With the 
continued growth in occupancies, we expect mod-
erate growth (4%) in average rates.
Spotlight on Greater Boston
 
 The Greater Boston lodging market was one of 
the top performing areas in the nation during the 
first half of the year. According to Smith Travel Re-
search, REVPAR for the Boston Metropolitan Sta-
tistical Area (MSA) was up 11.2% through August 
2012. The market’s performance was driven by a 
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combination of a healthy local economy, a strong 
convention year, and limited new supply. Looking 
forward, the only significant change anticipated is 
a softer convention year in 2013. Corporate and 
leisure transient demand are expected to remain 
strong, and new supply is not expected to be a sig-
nificant issue.
Supply
 In the Boston/Cambridge market, there are no 
new hotels expected to open during 2012. Howev-
er, there are some renovations planned that would 
result in higher room counts at some existing ho-
tels. There are also two Residence Inn hotels under 
construction (120 suites and 175 suites), which are 
expected to open during the second half of 2013. 
While these new hotels may impact the perfor-
mance of some individual properties in the sur-
rounding neighborhoods, they are not expected to 
have a material impact on market performance as a 
whole.
 In the suburban market, two new hotels came 
online in 2012. The Hyatt Place in Braintree (204 
rooms) opened in May, and the Residence Inn in 
Chelsea (128 suites) opened in August. There are 
also two new hotels expected to open next year, 
a Residence Inn in Needham (128 suites) and a 
Hampton Inn in Gloucester (102 rooms). In addi-
tion to the new hotel openings, the recent trend of 
conversions or repositionings is expected to con-
tinue. For example, the Crowne Plaza Danvers is 
becoming a Doubletree, and the Holiday Inn Wo-
burn is converting to a Crowne Plaza.
Demand
 In the Boston/Cambridge market, demand is 
fairly evenly distributed between group, corporate 
transient, and leisure transient. Due to the season-
ality of demand in this market, we consider 78% 
to be the peak occupancy achievable, barring ex-
tenuating circumstances. In 2011, a year that was 
generally considered to be soft for conventions, the 
market finished with an occupancy rate of 77%. 
For 2012, we are projecting market occupancy to 
exceed its normal capacity threshold and reach 
79%. This is due to a very strong convention year, a 
warm winter, playoff games by the Patriots, Celtics 
and Bruins, and several leisure events, such as the 
Tall Ships.
 The suburban market is more reliant on cor-
porate demand than the Boston/Cambridge area. 
Limited new supply, coupled with strong growth 
in corporate demand and overflow demand from 
downtown, have helped the suburban market 
achieve strong growth in both occupancy and rate 
during 2011 and 2012. For 2012, we are projecting 
that the suburban market will gain two points in 
occupancy, finishing at 68%.
Group Demand
 Groups related to conventions represent ap-
proximately 30% of group demand in the Bos-
ton/Cambridge market. The remainder of group 
demand in the market is generated by corporate, 
social, and tour groups. Due to its relatively long 
booking window (the period between the time that 
rooms are blocked and occupied), group demand 
serves as an excellent leading indicator of market 
performance. When analyzing group demand, it is 
useful to look at citywide conventions (those with 
more than 2,000 rooms on peak) and the group 
booking pace. 
○ Citywide Conventions – There are 21 citywide 
conventions on the books for 2013, compared 
to 26 in 2012. The decline next year, while sig-
nificant, will have more limited impact than 
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ABOUT THE GEOGRAPHY
The Boston Metropolitan Statistical Area, also known as Greater Bos-
ton, is located in the eastern part of Massachusetts. This includes 
the City of Boston, plus a multitude of adjacent cities and towns that 
are incorporated as separate political entities. The City of Boston, 
which forms the core of economic activity and population for the 
region, is further divided into several neighborhoods. These include 
the Airport, Back Bay, Beacon Hill, Downtown, Financial, Seaport, and 
Waterfront districts. Although lodging performance measures are 
often interrelated due to proximity, each of these areas represents a 
distinct lodging micromarket that behaves somewhat differently. In 
some cases, neighborhoods of the City of Boston share more in com-
mon with adjacent cities, such as the City of Cambridge, than other 
neighborhoods in the City of Boston.
ABOUT THE RESEARCH
Pinnacle Advisory Group tracks performance measures for more than 
60 hotels in the Greater Boston area. Each month, many of these 
hotels send us the definite group room nights they have on the books 
for the next six years. This proprietary data set is supplemented by 
information that is publicly available (such as government reports) 
and data that are available within the industry (such as reports from 
Smith Travel Research). By comparing what is currently on the books 
against historical data, and then adjusting based on economic factors 
and our judgment, we are able to make reasonable predictions about 
future market performance.
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might be suspected. For several years, the Mas-
sachusetts Convention Center Authority has 
been focused on selling smaller conventions 
with less than 2,000 rooms on peak. Therefore, 
the reduction in citywide conventions does not 
correlate perfectly with a reduction in conven-
tion room nights, and the overall loss of room 
nights is smaller than the decline in citywide 
conventions might otherwise convey. In addi-
tion, we note that the projected difference in 
occupancy rates between 2012 and 2011 is rel-
atively minor (2.6%) compared to the change 
in citywide conventions (26%). As a result, we 
now focus more on group booking pace data 
as a leading indicator that tracks all group de-
mand on the books at the largest group hotels 
in Boston.
○ Group Room Night Pace – The group book-
ing pace reports for the Back Bay and Down-
town districts present slightly different pic-
tures. The Back Bay set currently has 1% more 
definite group room nights on the books for 
2013 than it did one year ago. However, the 
Downtown set is currently down 3% compared 
to the same time last year. Due to the relative 
size of the two sets, the combined projections 
are flat compared to 2012. The variance in the 
two sets can be attributed to the fact that 2013 
will be a stronger year for the Hynes Conven-
tion Center. In addition, the large group hotels 
in the Back Bay have been anxiously watching 
the citywide convention situation and have ac-
tively worked to put smaller in-house group 
business on the books. Group demand for 2013 
is near that of 2012, with the exception of May, 
which is down approximately 16%. May was a 
particularly strong month last year, with two 
large citywide conventions.
 
 The decline in citywide conventions will result 
in a drop in citywide related group demand. Howev-
er, much of that deficit will be replaced at the larger 
downtown hotels by smaller in-house groups. The 
negative impact is likely to be on hotels outside the 
central business district of Boston. Due to their size, 
citywide conventions create compression, pushing 
group and transient demand throughout the city to 
the suburbs. In 2013, due to the drop in citywide 
conventions, we expect to see a minor drop in over-
all group demand for the market.
Corporate Transient
 Corporate transient demand has continued to 
grow over the last three years. Unemployment has 
declined, office vacancy rates are down, and the ar-
ea’s major industries (including technology, health-
care, and education) are all flourishing. Most econ-
omists are projecting continued moderate growth 
in the economy, and corporate travel planners do 
not anticipate a drop in travel to the area. As a re-
sult, we expect corporate travel to continue to grow 
through 2013.
Leisure Transient
 The strength of the Boston/Cambridge market 
has started to push transient leisure demand out to 
the suburbs. Specifically, leisure travelers have been 
forced out of downtown, due to higher prices and 
lack of availability. When the market is operating 
at or near capacity, as it has been for the last two 
years, operators are able to drive room rates during 
peak demand periods. In addition, peak leisure de-
mand periods overlap with corporate demand peri-
ods (spring and fall) resulting in limited availabil-
ity and higher prices. While there has been much 
concern about the potential impact of the European 
economic situation, operators in our sample report 
that international demand remains strong.
Demand Conclusion
 Lodging demand in the Greater Boston area 
is expected to continue to remain strong through 
2013.
 In the Boston/Cambridge market, a decline in 
convention demand will be partially mitigated by 
increased demand from smaller groups, as well as 
corporate and leisure demand. Corporate and lei-
10 Boston Hospitality Review | Fall 2012
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EXHIBIT 2
Boston Citywide Conventions 2010-2013
Source: Massachusetts Convention Center Authority
sure demand will grow with the improving econo-
my. However, in the Boston/Cambridge market, we 
expect a slight decline in accommodated demand, 
as there are several factors that occurred this year 
that are not likely to repeat in 2013. These include a 
mild winter, a strong citywide convention calendar, 
playoff runs by multiple sports teams, and several 
one-time leisure events.
 In the suburbs, we expect there to be a slight de-
cline in overflow demand from Boston/Cambridge, 
due to fewer citywide conventions. However, we 
anticipate that overall growth in demand will more 
than compensate.
Average Rate
Group
 In Boston/Cambridge, we expect minimal 
growth in group rates. Operators report that, due 
to the soft convention calendar, they were eager to 
put business on the books and were thus quicker to 
discount.
 In the suburban markets, the citywide situation 
is expected to have less of an impact, although we 
do expect there to be less overflow demand, and 
therefore, some discounting.
Transient Corporate
 Operators in our sample reported that they ex-
pect to increase prices for their negotiated corpo-
rate accounts between 4% and 8% in 2013. In addi-
tion, we expect operators to push their underlining 
pricing structure.
Transient Leisure
 In the Boston/Cambridge market, the lower 
number of high demand periods created by city-
wide conventions is expected to limit slightly the 
ability of operators to drive rates. In addition, oper-
ators may resort to lower-rated distribution chan-
nels in order to compensate for the lack of conven-
tion demand. We anticipate that the net result will 
be a curb on rate growth in this segment relative to 
2012.
 The suburban Boston market will be affected by 
the citywide situation, but the impact will be lim-
ited. Therefore, we expect managers to face less of a 
challenge driving rate in this segment.
Projections for 2013
 The performance of the downtown Boston/
Cambridge market is expected to be slightly more 
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EXHIBIT 3
Boston (Back Bay and Downtown) Group Roomnights 2013 vs. 2012 (as of September)
Source: Pinnacle Advisory Group
measured in 2013 than in 2012. Specifically, due to 
capacity constraints, we expect market occupan-
cy to finish at 78%. If the market finishes 2012 at 
79%, as we are currently projecting, then the result 
would be a 1% decline in occupancy. Less demand 
pressure, coupled with operator efforts to put group 
business on the books, are expected to temper rate 
growth in 2013. Specifically, we are expecting rates 
to grow 6% from $215.07 to $227.97.
 All indications suggest that the suburban Bos-
ton market should continue to see moderate to 
strong growth in both occupancy and average rate. 
Specifically, we expect occupancy to grow from 
68% to 69% and average rates to grow 5.5% from 
$111.16 to $117.28. In total, REVPAR is projected 
to grow by 7.1%. ■
Rachel J. Roginsky, ISHC, is the owner of Pinnacle Advisory Group. She has more than 
30 years of experience in hospitality consulting. Ms. Roginsky is a board member of nu-
merous organizations related to hospitality, is a regular guest lecturer at the Cornell Hotel 
School, and is co-editor of five leading hotel investment books. 
Email rroginsky@pinnacle-advisory.com
Matthew Arrants, ISHC, is the Executive Vice President of Pinnacle Advisory Group. 
Prior to joining Pinnacle, Mr. Arrants worked in operations with Four Seasons Hotels and 
Rock Resorts. He holds a master’s degree in hotel administration from Cornell University, 
and a bachelor’s degree in political science from Hartwick College. 
Email marrants@pinnacle-advisory.com
12 Boston Hospitality Review | Fall 2012
© Copyright 2012 by Boston University
 Finding a neutral definition of the term terroir 
is not an easy task. For some, it can mean the soil 
and microclimate that imparts a distinct taste to a 
wine. For others, the concept of terroir includes the 
human expertise and craftsmanship that goes into 
growing grapes and making wine. In the end, ter-
roir might sound like an extravagant French term 
to many people. However, it is a concept that has 
brought about a considerable amount of debate 
among academics and the wine industry. Why does 
terroir matter so much? Why is it becoming an 
important topic for producers of luxury food and 
wines in North America? 
The Terroir Debate
 Winemakers, importers, wine writers, and 
scholars have all hotly contested the concept of ter-
roir. This is a debate that has been raging for a long 
time, but it was not until the 1990s, with a few ex-
ceptions, that academics started theorizing about 
the topic. Two camps of ‘terroiristes’ emerged: those 
who only considered the soil and microclimate, 
and others who included human interventions and 
culture in their definition. In 1998, geologist James 
Wilson published a book entitled Terroir: The Role 
of Geology, Climate, and Culture in the Making of 
French Wines. In this volume, Wilson aims to show 
how, in the end, it is the uniqueness of soil that de-
fines a wine and gives it a taste of place.
 Master of Wine and Boston University lecturer 
Bill Nesto has taken a similar stance on the concept 
of terroir. He purports that the wines of Alsace offer 
an excellent case study because of the diversity of 
the soil types: “terroir is channeled through the soil 
in the vineyard, the husbandry of the vines, and the 
hoses, tanks, and casks in the wine cellar.”  Wilson 
and Nesto do not give much space to human inter-
vention in the terroir concept. They both agree that 
grape growers and winemakers should try not to in-
Viewpoint
Rachel Black
A Sense of Place
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Grapes in 
Treviso, Italy
tervene too much with the grapes. This can be seen 
as a ‘naturalist’ view of terroir. Nature, not human 
intervention, is responsible for shaping taste.
 One of the main issues that social scientists and 
wine critics have with this ‘naturalist’ view of terroir 
is that it obscures the huge amount of technology 
and labor involved in producing wine. Amy Tru-
bek’s book Taste of Place: A Culinary Journey into 
Terroir is one of the most recent publications to 
bring to light the necessity of including culture in 
the concept of terroir. She was not the first to make 
this point. Much earlier, the French historian Roger 
Dion also pointed out the idea that land created by 
nature or god is somewhat mythical.
 The great vineyards of Burgundy are prime ex-
amples of the ways in which soil was brought from 
other places and entire hillsides were reshaped by 
human hands and later machines. The danger in 
naturalizing terroir is that we end up obscuring 
the complex human processes and reasoning that 
go into the construction of this concept. However, 
there are some interesting motivations for erasing 
human hands in winemaking.
 Marion Demossier has brought to light the po-
litical and economic reasons for this emphasis on 
place rather than on production methods. Methods 
can be reproduced, but the naturalist argument for 
terroir makes a case for uniqueness. Here we can 
apply concepts of scarcity. A limited supply of a dis-
tinct wine that is in high demand will fetch a much 
higher price than a mass-produced alternative.
Regulating Terroir
 The creation of the Appellation d’Origine Con-
trôlée (AOC) system in France is a classic example 
of protectionist legislation. Laws about geographic 
designation go back to the fifteenth century and 
have been applied to not only wine, but also other 
food products, most notably cheese. Encouraged by 
wine producers, French legislation further devel-
oped AOC laws to protect against the wine fraud 
that was predominant in the late nineteenth cen-
tury and early twentieth century.
 Laws such as AOC politicize the construction 
of place and imply relationships of power between 
local actors. Demossier has argued that this pro-
cess is about exclusion. The rich landowners are 
privileged and get to play a part in the creation of 
boundaries, while the laborers and small landown-
ers are marginalized in this process. It is important 
to point out that the boundaries of AOCs are not 
constructed by nature. Sometimes there is a river 
or a hill involved in legitimating the mapping pro-
14 Boston Hospitality Review | Fall 2012
Vineyard in 
Alsace, France
cess, but in the end, the drawing up of these maps 
is politically and economically determined. AOCs 
are a process of human geography that has shaped 
mental and physical maps over time.
 With all this historical baggage, is the concept 
of terroir exclusively French? There is some debate 
on this point as well. The idea of terroir seems to be 
most applicable to European food and wine, where 
there is a long history of artisanal production and 
negotiation of norms and regulations. Now and in 
the past, economic interests in the European luxury 
food and wine industries have heightened efforts 
to define authenticity and limit the production of 
certain foods and wine. In most European coun-
tries, you will find some sort of certification pro-
cess that attests to the authenticity of foodstuffs and 
wine. Italy has Denominazione d’origine controllata 
(DOC) and Spain has Denominaciones de Origen 
Calificada (DOCa). Nearly all of these certifications 
tie authenticity foremost to place. In addition, the 
production methods for wine and food are outlined 
and codified in these certifications.
 This produces some interesting challenges and 
reveals another layer of complexity in the concept 
of terroir. Who gets to decide what the correct 
production methods are? The actors involved and 
those who have been deemed part of the official 
place where production is allowed to occur negoti-
ate these definitions. This is not a neutral process 
with everyone on a level playing field. Generally, 
large, and often industrial, interests come to the 
fore. Although these regulations are put in place to 
protect artisanal production, this is not always what 
happens. The codification process is also counterin-
tuitive to the cultures that have created these wines 
and foods. Culture is in constant evolution, but 
these codes represent attempts to seal off cultural 
processes and artifacts in a static vacuum. 
 The need and desire to protect local products 
and practices are certainly motivated by issues of 
fraud, which are becoming more problematic with 
the global exchange of luxury products. One only 
needs to look to the wine trade in major auction 
houses to see that fraud is an issue. This is not a 
new problem. The French have been unsuccessfully 
attempting to assure the provenance and quality of 
wine for some time. High profile cases of auction 
house wine fraud have been making the interna-
tional headlines lately.
A Taste of Place in the New World
 Trubek, an anthropologist at the University of 
Vermont, has looked at the notion of importing ter-
roir to the United States, arguing that all places can 
express unique characteristics, whether in wine or 
other food and drink. She first searches for a notion 
of the taste of place in the Old World, and then tries 
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to see whether it also manifests itself in the New 
World. Many of the issues concerning place and 
taste are different in North America. There is not 
the same weight of history. New traditions are in 
the process of being invented, and there is a great 
deal of experimentation happening in the United 
States when it comes to producing distinctive food 
and drink.
 The recent rise in American artisanal products 
– in particular wine, cheese, and beer – is in part a 
reaction to the largely industrial nature of the food 
supply. In addition, food safety issues have become 
a constant worry. Consumers are more eager than 
ever to know the source of their food. They want 
to meet their farmer, or at least know where their 
food is from. In this sense, the importance of place 
in American food and wine is different from the 
French concept and history of terroir.
 Defining taste of place or expressing a terroir is 
a work in progress for much of the American wine 
industry. The growing of vitis vinifera (grapes suit-
able for making quality wine) in the United States 
only began with the arrival of European colonists, 
but the first commercial winery was not established 
until 1799. For grape growers, developing vines that 
would thrive and produce well in American soil and 
climate was the first challenge. Knowing your place 
was the key to success, and this is something that 
takes time.
 The United States is the fourth largest producer 
of wine in the world, and wine is produced in all 
50 states. California, which has had a thriving wine 
industry since the end of Prohibition, produces the 
majority of all grapes and wine. Napa is known for 
its robust Cabernet Sauvignon wines and rich Char-
donnay. By contrast, New England, one of the first 
areas of this country to be colonized by Europeans, 
is only in its infancy when it comes to growing vitis 
vinifera and producing quality table wines.
A Massachusetts Terroir Story
 Wine producers in Massachusetts are still 
struggling to define terroir. The extreme climatic 
challenges on the eastern seaboard have been the 
main impediment to production and the definition 
of a sense of place. Grape growers must find mi-
croclimates that are suited to the production of this 
somewhat finicky vine. In addition, understand-
ing what kinds of grapes to grow and how to vinify 
them has proven challenging.
 There is one success story that stands out in this 
small field of Massachusetts wine producers. West-
port Rivers Vineyard & Winery is one of the few 
who have realized that the coastal microclimate in 
southern Massachusetts is well suited for growing 
Pinot Noir grapes. The Russell family purchased a 
farm on the south coast of Massachusetts in 1982, 
in what is now known as the Southeastern New 
England Wine Growing Appellation. Two brothers 
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currently run the operation, Rob Russell grows the 
grapes and his brother Bill is the winemaker.
 Unlike many grape producers in the north-
eastern United States, the Russells grow only vinif-
era grapes, and no hybrids. They have also realized 
that producing sparkling wines using a ‘traditional’ 
method is a great way to deal with the lack of pheno-
lic ripeness in grapes, which is a somewhat regular 
occurrence in the region. The gravel and loam soil of 
this area makes tart, citrusy wines that are outstand-
ing with the local oysters. The pinnacle of taste of 
place is when local food and wine come together in 
a perfect pairing such as this.
 One could even see this as the beginning of ter-
roir in the Bay State. However, the Russells have 
had a hard time convincing other growers and wine 
producers in the area that Pinot and bubbly are pre-
ferred. With everyone doing something different, 
and often with mixed results, it is hard to create a 
consistent sense of place and a taste that goes with it.
 Although Westport is producing an excep-
tional product, the Russells have found it challeng-
ing to overcome the less than stellar reputation of 
Massachusetts wines. Sweet fruit wines and off-dry 
wines made from local hybrid grapes have been the 
mainstays of the local industry. In addition, many 
winemakers buy their fruit from out-of-state sourc-
es. Cabernet Sauvignon wine from Massachusetts, 
made with grapes from California, undermines the 
idea of locality and the connection to place. The 
wine industry in Massachusetts offers an interesting 
case for examining the challenges that occur when 
applying the idea of terroir to the New World.
Connecting Food and Wine with Place
 The concept of terroir is not without its issues. At 
the same time, it fits well with the current interest in 
the United States with provenance. It is a powerful 
concept that has come to shape consumer demand. 
The idea of connecting food and drink to place, 
whether to create exclusivity or ensure quality, is not 
a new concept. In an age of heightened globalization, 
differentiation through localization may be the key to 
creating successful luxury products. What remains to 
be seen is how Americans will go about defining their 
own sense of place. The Russell brothers at Westport 
Rivers have shown that it is possible to express the 
unique taste of place through wine, but what will it 
take for others to follow this example and dig a little 
deeper into their own soil? There is a hungry and 
thirsty world eager to hear the stories of people pro-
ducing delicious food and wine.  ■
Rachel Black is Assistant Professor and Academic Coordinator of the Gastronomy Pro-
gram at Boston University. She is a cultural anthropologist whose work looks at the pro-
duction and consumption of food and wine in Europe and North America. Black is the au-
thor of Porta Palazzo: The Anthropology of an Italian Market (University of Pennsylvania, 
2012) and co-editor of the forthcoming Wine and Culture: Vineyard to Glass (Berg, 2013).
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 The impact of politics upon the hospitality and 
tourism sector is dramatic. Almost unlimited are 
the ways in which governments influence the de-
livery of hospitality and tourism products, whether 
through regulation of commerce, business and real 
estate development initiatives, cultural and historic 
preservation strategies, and taxation policies. Gov-
ernments may also be involved in spending pub-
lic funds on the promotion of attractions that are 
privately owned and operated. Legislators establish 
accommodation taxes to fund these marketing ini-
tiatives, and bureaucrats pick winners and losers by 
selecting the specific tourism assets and destina-
tions they will promote.
 Business success is directly affected by political 
decisions that influence the environments – eco-
nomic, ecological, and social – under which hos-
pitality and tourism functions. This raises the issue 
of whether the sector and its interests are well rep-
resented in the halls of government. Is there more 
that we, as an industry, should be doing within the 
political process?
Legislative Involvement
 C. Michael Hall has contended that most aca-
demic “discussion of tourism policy making has 
tended to concentrate on what governments should 
do rather than examining the manner in which de-
cisions have actually been made.”  My article is in-
tended to offer new insight about who is making the 
decisions, and contributes by inference to further 
research about how these decisions are made.
 The majority of political issues that directly 
influence the industry emanate at the state level. 
Within state legislatures, there are two key means 
for having the industry’s interests represented.  The 
first is through the lobbying of legislators. Industry 
representatives explain to legislators and their staffs 
the importance of hospitality and tourism, and en-
sure they understand the impact of myriad bills they 
will consider throughout the course of any legisla-
tive session.  Although this is an underexplored area 
that deserves future study, my commentary does not 
address legislative lobbying.
Viewpoint
Stephen W. Litvin
Hospitality, Tourism, and Politics
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 The second, more direct, means of affecting leg-
islation is to elect officials from the hospitality and 
tourism industry. These insiders can educate and 
influence their legislative peers regarding the im-
portance and vulnerabilities of the sector, introduce 
and champion legislation beneficial to hospitality 
and tourism, and alter or block legislation that may 
pose a threat to the industry.  The purpose of this 
article is to determine the extent of direct political 
involvement by members of our industry.
The Case of New England
 The six New England states, each of which has a 
House of Representatives and a Senate, offer an op-
portunity to conduct a collective case study of in-
dustry participation in governance.  These 12 legis-
lative bodies have a combined total membership of 
1,289 elected officials. Of these, 829 members pro-
vide some type of biographical statement on their 
websites. These profiles were reviewed to determine 
EXHIBIT 1
Hospitality or Tourism Industry Representation in Legislatures (2012)
Members Members Members Percent
with career with careers with careers
biographies related to related to
hospitality hospitality
or tourism or tourism
Connecticut
House 151 122 0 0%
Senate 36 32 0 0%
Subtotal 187 154 0 0%
Maine
House 150 139 9 6%
Senate 35 23 1 4%
Subtotal 185 162 10 6%
Massachusetts
House 160 147 2 1%
Senate 40 36 1 3%
Subtotal 200 183 3 2%
New Hampshire
House 400 40 2 5%
Senate 24 21 0 0%
Subtotal 424 61 2 3%
Rhode Island
House 75 71 0 0%
Senate 38 36 2 6%
Subtotal 113 107 2 2%
Vermont
House 150 134 5 4%
Senate 30 28 1 4%
Subtotal 180 162 6 4%
All New England
Total 1,289 829 23 3%
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the proportion that mentioned current or former 
involvement with the hospitality and tourism indus-
try.
 As reflected in Exhibit 1, the number of New 
England legislators with hospitality or tourism 
backgrounds is minimal. This ranged from 0% in 
Connecticut to 6% in Maine, with an overall pen-
etration of 3% across the region. Considering the 
very high importance of hospitality and tourism in 
New England, these results are surprisingly low.
A Call for Action
 An increasing number of academics through-
out the world has been calling for tourism industry 
representatives to become more directly invested in 
the political system. As I urged previously – writing 
with colleagues John Crotts, Calvin Blackwell and 
Alan Styles – tourism leaders should “get involved 
in the process and make sure your government 
knows your concerns and understands your inter-
EXHIBIT 2
List of Legislators with Careers Related to Hospitality or Tourism (2012)
Connecticut
None
Maine
Anne Blodgett H Retired, Director of Parks
Patrick Flood H Registered Maine Guide
Karen Foster H Event Coordinator
Charles Kruger H Event Producer
Brian Langley S Owner, Union River Lobster Pot
Richard Malaby H Inn-keeper
Wayne Mitchell H Gaming Specialist
Terry Morrison H General Manager of an Historic Inn
Beth O’Connor H Waitress/Bartender
Stephen Wood H Registered Maine Guide
Massachusetts
Robert Fennell H Owner, Capitol Diner
Dan Wolf S Founder and CEO Cape Air
Donald Wong H Restaurant Owner
New Hampshire
Chris Nevins H Delta Airline Pilot
Lucy McVitty Weber H Former Inn Keeper and Teacher
Rhode Island
Nicholas D. Kettle S Employee, Cracker Barrel
Joshua Miller S Restaurant Owner
Vermont
David Deen H Owner, Strictly Trout Fly Fishing Guide Service
Adam Greshin H Partner, Summit Ventures (Sugarbush Resort)
Sandy Haas H Lawyer and Retired Inn-Keeper
Kevin Mullin S Drive-in Movie Theatre Owner
Herb Russell H American Airlines Flight Attendant (Retired)
Lawrence Townsend H Co-manager of Onion Flats Restaurant
H = House   S = Senate
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ests. Tourism industry practitioners are strongly en-
couraged to make sure their voices are heard loudly 
during the course of these arguments.”
 Nancy McGehee and Fang Meng have proposed 
strategies to improve the image and attitudes of 
legislators toward tourism. Sue Beeton has argued 
that political “power does not solely reside with 
those who have the appropriate title, but usually 
results from the power-playing and positioning of 
all parties with a vested interest.  It involves the ac-
tions, values, and ideologies of individuals, inter-
est groups, public, and private organizations as ac-
tors in the ‘game’ of politics.”  Anthea Wesley and 
Christof Pforr subsequently encouraged hospitality 
and tourism industry members to provide “political 
steering” that benefits the industry.
 Hospitality and tourism are critically impor-
tant to New England, but the current level of politi-
cal involvement is anemic.  The low representation 
among legislators across the six states is woefully 
disproportionate to the significant contributions 
our industry makes to employment and economic 
vitality within the region.
 Although the results of this study cannot neces-
sarily be extrapolated to other regions, it seems like-
ly that the political involvement of hospitality and 
tourism practitioners elsewhere is similarly weak. 
Given the importance of the sector to the economic 
vitality of almost every nation, this regional case 
study has global implications.
 Regardless of partisan affiliation or the merits of 
specific pieces of legislation, it is time for hospitality 
and tourism leaders to become more personally in-
volved in the process. Run for office yourself.  Encour-
age others you know and admire to throw their hats in 
the political ring. The industry should have more seats 
at the table and a louder collective voice. ■
ABOUT THE RESEARCH
Each of the six New England states hosts a government website that 
provides listings of individual state representatives and state sena-
tors, with links to biographies that have been prepared and posted 
by the officials themselves. A large majority of these officials have 
posted extensive biographical sketches, with the exception of those 
in the State of New Hampshire, where relatively few officials shared 
their personal information. All available biographies were reviewed in 
detail, to identify individuals who had been involved in some signifi-
cant way with the hospitality and tourism industry. A broad view was 
taken in making this determination, based on relevant keywords and 
interpretation by the author. The project also included a review of 
prior academic literature related to this topic.
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 It is intriguing how certain scenes of 
Boston resemble those of Paris. Some in stately 
buildings, some in striking vistas, some in fleeting 
glances, and some reflected in current design. In 
fact, the architects of some of Boston’s most famous 
buildings of the nineteenth century studied at the 
École des Beaux-Arts in Paris. These included Henry 
Hobson Richardson, Charles Follen McKim, Robert 
Swain Peabody, William Morris Hunt, and Arthur 
Gilman. They brought back the styles of the Second 
Empire, French Renaissance, French Romanesque, 
and French Châteauesque. Later architects intro-
duced the styles of Art Deco and Art Nouveau, and 
more recent designers have included a variety of re-
vived elements in their work. The influence of Paris 
can be found everywhere in Boston. ■
Impressions
If you are lucky enough to have lived in Paris as a young man, then wherever you go for 
the rest of your life, it stays with you, for Paris is a moveable feast.
Ernest Hemingway
A Photo Essay by Jack Dzamba
Paris in Boston
Eastern
Standard
Restaurant
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Jack Dzamba (Dziamba) is president of Icron Image International, a firm devoted to fine 
art photography. He has won numerous awards, including Honorable Mention placements 
in the prestigious International Photography Awards Competition and the Prix de la Pho-
tographie Paris. All photographs in this article appeared in his book Paris in Boston, which 
was released in 2008. A lawyer by training, he teaches ethics as an adjunct faculty member 
in the School of Hospitality Administration at Boston University.
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 The Cradle of American Liberty is a term that 
has been applied to the City of Boston in general, 
and Faneuil Hall in particular, since the Revolution-
ary era. It could be argued that Boston also deserves 
credit as the Cradle of American Hospitality. An as-
tonishing array of firsts and near firsts in the history 
of the modern hospitality sector have occurred in 
and around Boston, and some of the oldest surviv-
ing hospitality businesses in the United States may 
be found in the area today.
 Boston was not the first European settlement 
in America, but it assumed a leading position in 
terms of population and trade during the colonial 
era. Established in 1630, it developed into the larg-
est city and the busiest seaport during the century 
from 1650 to 1750. This was a formative period in 
the evolution of American enterprise and culture, 
and the emergence of services in the hospitality sec-
tor. Although the city was eclipsed by Philadelphia 
and New York by the end of the eighteenth century, 
Boston remained among the five largest cities until 
1860 and among the top ten until 1950. It also re-
tained its role as the epicenter of business and travel 
for most of the New England region. As such, Bos-
ton continued to provide a fertile environment for 
the hotel and restaurant industries through the first 
half of the twentieth century.
Retrospect
Bradford Hudson
The Cradle of American Hospitality
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Restaurants
 The predominant form of hospitality business 
in America prior to 1800 was the tavern. Rec-
ognized by a variety of names – including public 
houses, inns, and ordinaries – taverns typically of-
fered food and drink for travelers and local resi-
dents. They were small facilities by the standards of 
today, situated in buildings that were often convert-
ed from prior use as family homes. The first tavern 
in Boston was licensed to Samuel Cole in 1633. This 
was followed shortly thereafter by establishments 
founded by William Baulston (1637), Richard Fair-
banks (1639), and William Hudson (1640). A cen-
tury later, there were more than 150 taverns operat-
ing in the city.
 Another early form of hospitality business was 
the coffee house. Established as venues of public 
entertainment in manner similar to taverns (and 
distinct from retail stores) such entities offered cof-
fee, chocolate, and prepared foods for consumption 
on the premises. The first license to operate a cof-
fee house in Boston was granted to Dorothy Jones 
in 1670. Other early coffee entrepreneurs included 
Jane Barnard (1670), Abell Porter (1671), and Abi-
gail Johnson (1672).
 Prepared foods could also be purchased at 
‘cook shops’ throughout colonial Boston. The ex-
act meaning of this phrase varied to include dining 
rooms connected to taverns, independent venues 
similar to modern restaurants, and retail stores of-
fering prepared foods for consumption elsewhere. 
The common element was preparation of meals and 
meal components by professional cooks on behalf 
of consumers. The first cook shop to be licensed 
separately from a tavern was founded by John Lew-
is in 1663. His competitors soon included Thomas 
Hawkins and William Kent (both 1665). Within a 
decade, there were more than a dozen independent 
cook shops in Boston.
 The term ‘restaurant’ did not enter the vernacu-
lar until the late eighteenth century. It derives from 
the French word restorant (something that restores) 
and its particular usage to describe bouillons (meat 
broths) intended to restore health. These were first 
sold in Paris by specialized retailers, who eventually 
added seating in manner similar to coffee houses. 
The first establishment in Boston to use this ap-
pellation, and possibly the first French restaurant 
in the United States, was the Restorator. This was 
founded in 1793 by Jean Baptiste Gilbert Palyplat, 
who traded under the name Julien. He had previ-
ously been the household steward for the French 
consul in Boston.
 As the modern form of restaurant began to 
emerge during the first half of the nineteenth cen-
tury, Boston was at the forefront of this movement. 
Among the first themed restaurants were oyster cel-
lars or houses, which remained immensely popu-
lar for more than a century. There were 69 oyster 
houses listed in the Boston Directory by 1848.
 The Atwood family was operating oyster shops 
in Boston before 1820 and subsequently opened 
Atwood’s Oyster House in 1826, on Union Street 
adjacent to Faneuil Hall. This later became Atwood 
& Bacon’s Oyster House and eventually the Union 
Oyster House. Famous guests over the years includ-
ed Daniel Webster, who served as secretary of state 
for three presidents, and John F. Kennedy.
 The following year, partners John Durgin and 
Eldrige Park opened the Durgin-Park restaurant, 
within the newly constructed Quincy Market com-
plex adjacent to Faneuil Hall. By the middle of the 
century, the Boston Directory listed 105 restaurants 
in addition to public houses and oyster bars.
 Around this time, an establishment was opened 
on Winter Place, which evolved into the Restaurant 
Parisien by 1865. A decade later, it was owned by 
Luis Ober. By the end of the century, it had been 
merged with the adjacent wine rooms of Frank 
Locke. Subsequently known as the Locke-Ober 
Restaurant, it became the preferred venue for gen-
erations of proper Bostonians.
 The early restaurants of Boston were not lim-
ited to American, English, or French cuisine. A 
German restaurant was founded by Jacob Wirth in 
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1868, which relocated across Stuart Street a decade 
later. During the latter half of the nineteenth centu-
ry, adventurous Bostonians were dining at a variety 
of ethnic restaurants including Jewish delicatessens 
and Italian cafes in the North End, and Chinese res-
taurants on Harrison Avenue.
 As the phenomenon of chain restaurants and 
fast food began to emerge, entrepreneurs in the Bos-
ton area continued to develop new types of food-
service offerings. Charles Eaton founded Thomp-
son’s Spa in 1882, which subsequently evolved into 
a multi-unit enterprise that pioneered service and 
production methods inspired by industrial models.
 Several decades later in 1925, Howard Johnson 
acquired a drugstore and soda fountain in near-
by Quincy. His attempts to improve the business 
through product development resulted in a supe-
rior ice cream recipe, involving a higher percent-
age of butterfat than competitors. He broadened his 
concept to include a limited food menu, and sub-
sequently built an empire of mid-scale restaurants. 
Howard Johnson’s grew to more than 1,000 units 
and dominated the chain restaurant industry dur-
ing the mid-twentieth century.
Hotels
 Taverns represented not only the first foodser-
vice establishments in colonial America, but also 
the first lodging businesses. Many offered overnight 
accommodations for travelers upstairs, including 
some of the public houses in Boston and almost ev-
ery tavern elsewhere in New England.
 About twenty miles west of Boston, along the 
Boston Post Road in Sudbury, David Howe began 
to offer hospitality services from his home in 1716. 
The celebrated poet Henry Wadsworth Longfellow 
visited in 1862, and subsequently used the Howe 
Tavern as the setting for his collection Tales of a 
Wayside Inn. The tavern quickly became known in-
formally as ‘Longfellow’s Wayside Inn,’ which was 
adopted as its official name in 1897.
 Boston newspapers during the colonial era typ-
ically used the word ‘hotel’ to describe the private 
accommodations of nobility in Europe, rather than 
as a reference to a transient lodging facility. This 
changed during the third quarter of the eighteenth 
century, when the notion of a public hotel began to 
emerge, albeit still referring to accommodations lo-
Union Oyster 
House 
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cated in major cities in Europe. Usage in the current 
sense appeared after 1793, when a national lottery 
was organized by the Federal government to finance 
construction of a commercial hotel in the District 
of Columbia, with the prize being ownership of the 
hotel itself.
 Among the earliest hotels in America, and the 
first property to emerge with characteristics similar 
to modern hotels, was the Boston Exchange Coffee 
House and Hotel, which opened in 1809. The sev-
en-story building had more than 200 rooms and an 
atrium covered in glass panels. Facilities included a 
ballroom, restaurant, coffee house, reading rooms, 
retail stores, offices, and a financial exchange floor. 
The name derives from the longstanding practice 
of merchants and financiers conducting business in 
coffee houses. The hotel was the largest building of 
any type in the United States at the time, with con-
struction costs exceeding a half-million dollars.
 Arguably the most famous American hotel of 
the nineteenth century was the Tremont House in 
Boston, which opened in 1829. The building had 
170 rooms, a large restaurant, a bar, reading rooms, 
lounges, offices, and retail shops. It may also be con-
sidered the first luxury hotel in the modern sense, 
due to high standards for service and an array of 
innovative features. These included an arrival lobby, 
private rooms with individually keyed locks, gas 
lighting, indoor plumbing including water closets 
and baths, and a bell communication system in each 
room (requiring creation of the first ‘bellmen’ to re-
spond).
 Other notable early hotels in Boston included 
the American House (1835), the United States Ho-
tel (1840), Young’s Hotel (1845), the Revere House 
(1847), and the Parker House (1855). The latter be-
came a favorite location for literati such as Charles 
Dickens and the Saturday Club dining society, 
which included Ralph Waldo Emerson and Henry 
Wadsworth Longfellow. Boston had 70 hotels by 
1883 and more than a hundred at the beginning of 
the twentieth century.
 The tradition of leadership in hotels continued 
in 1927, when the Ritz-Carlton opened in the Back 
Bay neighborhood. Although this was not the first 
hotel to operate under the brand name, it did pro-
vide a key link between the legacy of César Ritz and 
the current Ritz-Carlton chain operated by Marri-
ott. After it was acquired in 1983, the Boston hotel 
provided not only the legal basis for expansion of 
the trademark, but also the conceptual basis for the 
interior design and service style of all Ritz-Carlton 
hotels built during the following decade.
 Boston also participated significantly in the 
rise of chain and conglomerate hotel companies. In 
1933, local financiers Ernest Henderson and Robert 
Moore acquired a hotel in nearby Cambridge. They 
subsequently purchased additional hotels in Boston 
and throughout the eastern United States, to assem-
ble a collection of hotels under the Sheraton brand 
name. A decade later, Sheraton was the first hotel 
company to be traded publicly on the New York 
Stock Exchange.
Education
 Boston may rightly claim the distinction of be-
ing the home of higher education in culinary arts 
and hospitality management. Although there were 
earlier precedents in Philadelphia, culinary schools 
in Boston were among the first to appear in the 
United States. The Boston Cooking School was es-
tablished by the Woman’s Educational Association 
in 1879. This became widely known two decades 
later, when Little Brown & Company published the 
best-selling Boston Cooking School Cook Book, writ-
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ten by Fannie Farmer. The school was absorbed by 
Simmons College in 1903, thereby becoming the 
first collegiate program in culinary arts.
 The first program in hotel management at the 
collegiate level was established in 1922 at Cornell 
University in upstate New York, but the story of its 
founding actually begins in Boston. Howard Meek 
managed the Ocean House Hotel in Maine during 
the summer season and served as an instructor in 
mathematics at Yale during the academic year. In 
1921, he was asked to teach a new course in hotel 
management at his alma mater Boston University, 
for which he commuted from New Haven. The fol-
lowing year, he was hired as the first instructor of 
hotel management at Cornell University, and he 
would subsequently become the founding dean 
when the program was elevated to school status. 
Thus the first collegiate instruction in hospitality 
management occurred at Boston University, which 
continued to offer such courses recurrently until a 
formal program was established in 1981.
The Legacy Continues
 Today, numerous historic hospitality busi-
nesses continue to operate in the Boston area. The 
Union Oyster House is recognized as a National 
Historic Landmark and is the oldest restaurant in 
continuous operation in the United States, while 
the Wayside Inn is listed on the National Register 
of Historic Places and is one of the oldest lodging 
properties operating in the United States. Other cel-
ebrated venues include the Parker House hotel, and 
the Durgin-Park and Jacob Wirth restaurants.
 Boston remains the most populous city in New 
England, and it anchors a metropolitan statistical 
area that is currently ranked among the ten largest 
in the United States. As such, it continues to sup-
port a vibrant and innovative hospitality sector, in-
cluding some of the finest hotels and restaurants in 
the United States. Boston has several properties that 
received Five Star ratings this year from the pres-
tigious Forbes Travel Guide, including three hotels 
(among 57 nationwide) and one restaurant (among 
25 nationwide).
 Historians a century hence will have a better 
perspective on the importance of developments of 
the past few decades, but the region seems to have 
remained at the forefront of economic and social 
trends related to travel and food. Foremost among 
these are computer technology and environmental 
sustainability.
 Boston was the epicenter of the computer in-
dustry during its early years, due to a partnership 
between the academic community and entrepre-
neurs along the Route 128 corridor. Although sub-
sequently eclipsed by Silicon Valley, the informa-
tion technology sector continues to be an important 
part of the local economy. Boston has been ranked 
repeatedly among the best American cities for tech-
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nology jobs during the past decade, and several im-
portant technology firms related to hospitality have 
local origins. These include TripAdvisor, which was 
recently listed among the five most popular travel 
websites by the Nielsen rating organization.
 Boston was ranked recently among the top five 
American cities for green jobs by Forbes. The Lenox 
Hotel in Boston has been recognized as a pioneer in 
the green hotel movement, while the Element Ho-
tel in nearby Lexington was the test location for the 
first major hotel brand to require LEED certifica-
tion for every property. On the food side, Boston 
was recently ranked among the top ten cities for 
fresh and local food in research conducted for the 
S.C. Johnson Company, and several New England 
states have been highly ranked in studies and sur-
veys related to the local and slow food movements.
 Boston entrepreneurs have been pioneers in the 
hospitality sector for nearly four centuries. If past is 
indeed prologue, the city will continue to influence 
the hotel and restaurant industries in years ahead. ■
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 The legacy of Charles Eaton began with a little 
bit of luck. In 1882, while walking along Washing-
ton Street in downtown Boston, he passed a vacant 
building that seemed to be a good site for a new 
business serving non-alcoholic beverages. In short 
order, he emerged with the lease. As an ironic twist, 
his new ‘temperance saloon’ would be located on 
the former site of the first tavern in Boston, which 
had been licensed to Samuel Cole in 1633.
 The naming of Thompson’s Spa was deliberate. 
Eaton wanted to avoid the obvious joke his last name 
might incur as a restaurant, so he decided to use 
his wife’s maiden name, Thompson.  He also hoped 
to invoke the idea of the health restoring qualities 
of mineral water, which had been pioneered in the 
Belgian town of Spa and then popularized in Amer-
ican resorts such as Saratoga Springs, New York.
 By 1895, there were more than 100,000 soda 
fountains in the nation, and the soft-drink empires 
of Coca-Cola and Pepsi-Cola were rapidly emerg-
ing. The Bulletin of Pharmacy declared soda “the 
great American drink.” Charles Eaton recognized 
this movement early and capitalized on it. His idea 
of a non-alcoholic bar was immediately successful 
and the company began to turn a profit after only 
six months. Although beverages eventually became 
a secondary product, they remained a significant 
part of the business, with soda drinks alone gener-
Retrospect
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ating over $50,000 annually during the early years.
 The business began to grow even more quickly 
after Eaton realized that his customers wanted food 
to go along with their beverages. He started to of-
fer sandwiches, then added pies and cakes, and then 
expanded the menu significantly. The food soon be-
came more legendary than the beverages, as Bos-
tonians began to spread the word about its quality. 
Eventually, the restaurant would eclipse the soda 
fountain and be recognized by Baking Technology 
magazine as “the best eating house in the world.”
Popularity and Expansion
 According to the American Magazine of Civ-
ics, Thompson’s Spa was “visited by all who desire 
a good soft drink or lunch.” It quickly became the 
preferred meeting place for businessmen, lawyers, 
doctors, judges, and politicians. Presidents Calvin 
Coolidge, Theodore Roosevelt, Grover Cleveland, 
and Woodrow Wilson were all guests at Thompson’s 
Spa. Nonetheless, “men of all classes” dined along-
side these prominent men, making it a gathering 
place for all.
 The fame of Thompson’s Spa was due in no 
small part to Eaton’s successful promotional strate-
gies. He installed a giant thermometer on the exte-
rior of the restaurant, which became the standard 
for temperature in Boston. It was reported daily in 
The Boston Globe with the tagline “The Tempera-
ture Yesterday, as indicated by the Thermometer 
at Thompson’s Spa.” Similarly, a clock on the exte-
rior was the best known sidewalk timepiece in New 
England, adding yet another aspect of notoriety to 
Eaton’s original location.
 Although today one might suspect that Charles 
Eaton had hired the best publicist in town, his son 
Malcolm claimed they “never spent a penny in ad-
vertising, yet at certain hours of the day the place 
is overcrowded.” Even without paying for publicity, 
the restaurant and its employees were phenomena 
of public interest, often generating newspaper cov-
erage. The counter girls – considered to be some 
of the most eligible bachelorettes in Boston – and 
the male soda jerks often appeared in stories about 
their promotions, vacations, engagements, and 
even housewarming parties.
 By 1916, the restaurant was serving between 
10,000 and 12,000 customers daily. Expansion into 
multiple units became a necessity to meet the excess 
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demand. This started with two satellite branches 
providing boxed takeout lunches in 1926. Another 
full-service location was added on Tremont Street 
in 1929. At the height of expansion, the Eatons had 
an empire consisting of ten different locations in 
the Boston area, serving more than 25,000 guests 
daily. Thompson’s Spa also sold branded chocolates 
in drug and candy stores throughout New England. 
It even became a publicly traded company during 
the stock market frenzy of the late 1920s.
Management and Operations
 The operations of Thompson’s Spa were the 
driving force behind its success. The back-of-house 
systems were extremely innovative and kept under 
the strictest secrecy. A visitor who inquired about 
these reported that he “only got the air,” which was 
the typical response to anyone trying to gather in-
formation.
 Charles Eaton, who was a graduate of the Mas-
sachusetts Institute of Technology, invented many 
of the machines used in his kitchens. These in-
cluded electric order signal boards and pipes that 
brought coffee to the front-of-house. One observ-
er speculated that these were “fed with live steam 
while in circulation” or that each coffee pipe was 
“incased in a hot water pipe.” Supposedly, no one 
ever succeeded in copying his designs, and the Ea-
tons believed these innovations were crucial to the 
success of their restaurants.
 The service in the dining rooms was much 
more easily observable than the kitchen opera-
tions. The main location was comprised of numer-
ous small rooms connected together, with capacity 
for up to 20 people each. Specific rooms were des-
ignated for cigars, soda fountains, candy counters, 
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and so forth. The dining rooms were focused around 
lunch counters, where unique service methods were 
employed. After each customer ordered, the server 
would press a button on an annunciator that com-
municated the details to the kitchen automatically, 
supplemented by a speaking tube for special orders. 
Almost immediately, the food would be received 
from the kitchen through a dumbwaiter system un-
der the floor. No tipping was allowed.
 The soda operation was also a point of pride for 
Thompson’s Spa. The men who worked at the counter 
were considered experts in their field, who accord-
ing to a local journalist “would have looked more at 
home tending bar at the Ritz.” The original fountain 
was in place for 33 years and was considered to be 
one of the most famous soda machines in Boston, if 
not the entire country. The system stored syrup on 
the third floor of the building and was connected 
to the fountain through cooled pipes. In 1915, the 
entire setup was replaced with even more advanced 
equipment, which also enabled the countermen to 
face the customers at all times during the process.
 One reason people kept returning to Thompson’s 
Spa was its sense of public service. In one memora-
ble moment, Charles Eaton gave a young paperboy 
outside the restaurant a new outfit for Christmas. 
In another instance, a man who had ordered a box 
of chocolates discovered that he had forgotten his 
money, but the clerk offered to let the man take the 
box on trust. Many guests became friends with the 
employees, who even received postcards from trav-
eling customers.
 Thompson’s Spa encouraged its employees to 
think like owners. Foreshadowing the motto of the 
modern Ritz-Carlton company, the American Maga-
zine of Civics suggested that “all the employees are 
well paid and treated as gentlemen and ladies.” Some 
were even sent at company expense to recover from 
illnesses in Bermuda. This philosophy created an 
extreme sense of loyalty in the employees, many of 
whom were employed by the Eatons for more than 
30 years.
Decline
 Thompson’s Spa entered a period of change af-
ter Charles Eaton’s death in 1917. A probate battle 
overshadowed operations and resulted in proposals 
to sell the company after it became clear the fam-
ily could no longer work together. The firm survived 
this period of instability, but slowly began to lose its 
prominence in the Boston restaurant industry.
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 Another moment of distress occurred in 1940. 
Almost half of the employees of the remaining 
units, who had been treated like family members 
by Charles Eaton, went on strike. This did not stop 
service at the restaurants, due to the loyalty of the 
remaining workers, but it signified the beginning of 
the end for Thompson’s Spa.
 The company changed hands in 1946, when the 
Sheraton Corporation bought a controlling interest 
for one million dollars. However, the operation of 
Thompson’s Spa soon turned into one of the biggest 
challenges the hotel company had ever faced. To fix 
the problem, Sheraton brought in the Exchange Buf-
fet Corporation to manage the restaurants on a fee 
basis, with the right to purchase. Exchange Buffet 
later acquired Thompson’s Spa in 1949 and began 
planning improvements to maintain its famous tra-
ditions in a modern setting. 
 By 1958, however, the company was beginning 
to collapse. The original unit on Washington Street 
closed, with 150 employees laid off, and other loca-
tions soon followed. An advertisement for a reno-
vated lunchroom at one location appeared a decade 
later, but the company finally disappeared complete-
ly from the Boston restaurant scene in 1968. At the 
site of its Tremont Street location, construction soon 
began on the first McDonald’s unit in downtown 
Boston, representing not only the demise of Thomp-
son’s Spa, but also the end of the soda fountain era.
Conclusion
 The memory of Thompson’s Spa continued for 
another generation. Eben Reynolds, who managed 
the company for the Exchange Buffet Corporation, 
taught a food accounting course at Boston University 
in the late 1940s. John Stokes, a former president and 
treasurer of Thompson’s Spa, similarly taught a course 
in food service management in 1969. Both courses 
included discussion of the restaurant’s innovative op-
erations systems.
 In 1983, a group of entrepreneurs hoped to resur-
rect the brand at the Temple Place location, and sub-
mitted a proposal to the Boston Redevelopment Au-
thority. They intended to match the original quality of 
the “hearty soups, ample sandwiches, light hot-dishes 
and of course, the Spa’s famous pies and pastries.” The 
proposal did not win the bid, and the brand evapo-
rated.
 Thompson’s Spa was one of the most celebrated 
companies during an era in hospitality history that 
has now been forgotten. Soda fountains and lunch 
counters have been replaced with vending machines 
and fast food restaurants. Nonetheless, the legacy of 
Charles Eaton should not be overlooked. He had a 
groundbreaking idea, which became one of the most 
famous restaurant companies in the world. His inno-
vative operational systems and mechanical inventions 
undoubtedly influenced numerous successors.  ■
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 Restaurants are considerably more sophisti-
cated as manufacturing and service delivery sys-
tems than most uninitiated observers and users may 
recognize. Dining in a restaurant, whether one is 
served at the venerable Union Oyster House in Bos-
ton or at the window of a new food truck in Port-
land, requires a contextualized understanding of 
procedures. What looks simple is not. Restaurants 
are complex organizations that have evolved over 
an extended period of human history into heuristic 
mechanisms, which enable the practical application 
of many business theories.
Models of Production
 Uniquely positioned as both consumer service 
providers and tangible finished goods manufactur-
ers, restaurants sell at retail an inventory that is fabri-
cated from raw materials at the site of consumption. 
While it is now generally accepted that service firms 
are characterized by the provision and consumption 
of a service at its point of delivery, rarely do service 
providers physically manufacture a consumer good 
on the premises for immediate utilization. This si-
multaneous combination of service and production 
would be analogous to an automobile showroom 
being at the end of the assembly-line floor, but only 
if the new car came with a single tank of gas and 
was discarded after one use. In a restaurant, both 
the service and the product are ordered, cooked, as-
sembled, purchased, and consumed in less than a 
day.
 This melding of two dissimilar functions means 
that restaurants perform as hybrid organizations, 
Conceptual
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with the unique opportunity to reveal theoretical 
principles from both service and manufacturing. In 
many respects, generations of restaurant managers 
have been using practices that have been recently 
defined by business theorists for use in manufac-
turing, such as just-in-time production and supply 
chain management. Rarely, though, do these produc-
tion theories appear in describing service business 
models, and restaurant organizations are most often 
thought of as service businesses. Restaurants act as 
hybrids of these two systems, and may be unique in 
the ability to take advantage of both the efficiencies 
of manufacturing and the customized user engage-
ment of service management.
 More than three decades ago, much of the credit 
for the remarkable advances made by Japanese man-
ufacturing companies was given to their adoption of 
two integrated manufacturing principles, ‘just-in-
time production’ and the philosophy of ‘total quality 
management.’ Since then, these two principles have 
been the cause of a major revolution in production 
management thinking throughout the industrialized 
world. As the two movements moved together, a new 
model was formulated called ‘lean manufacturing.’ 
Remarkably, the core concepts of lean manufactur-
ing – customer pull to determine production quan-
tity, and total quality control at the point of produc-
tion to guarantee the customer experience – have 
been fundamental practices of restaurant operators 
for every meal served for centuries. 
 The object here is to illustrate how restaurant 
managers have historically been using the funda-
mentals of just-in-time and lean manufacturing 
production, often without understanding the power 
for efficiency and profit each brings on a daily basis. 
Once identified, the goal is to encourage restaura-
teurs to seek a better understanding of where these 
principles interface with service management theo-
ry, so they may find competitive advantage in their 
application.
Just-In-Time Manufacturing
 Before Henry Ford conceived of the automobile 
assembly line, there was Eli Whitney. While better 
known as the inventor of the cotton gin, a labor sav-
ing device that helped accelerate the Southern econ-
omy prior to the Civil War, Whitney was a champion 
for the system of interchangeable parts used in the 
manufacture of rifles and handguns. When widely 
adopted across New England by other armorers, it 
became known as the ‘American System of Manu-
facture.’ This relied on machine-made standardized 
parts that could be assembled quickly by semi-skilled 
workers into tens of thousands of finished goods.
 The American System required that large stock-
piles of components be collected in work-in-prog-
ress inventories. The parts were inexpensive to pro-
duce, as was the labor used to assemble quantities 
of weapons, making warehousing of interchangeable 
parts cost effective. It was better to have extra parts 
in inventory than to lose a day of production. 
 Using essentially the same approach, Henry Ford 
was able to create his breakthrough ‘Assembly Line’ 
system. Ford’s contributions to mass production are 
well documented, but one of the most important 
was moving work-in-progress component parts in-
ventories as close to the shop floor as physically pos-
sible. Steps were saved and production time reduced 
when small batches of interchangeable parts were 
kept within arm’s reach of the worktables and finish-
ing lines, so they could be used as they were needed. 
Productivity soared as manufacturing moved from 
craft-based batch production to semi-skilled con-
tinuous mass production.
 After the Second World War, as part of the re-
building process, this system was presented by 
American industrial strategists Edwards Deming 
and Joseph Juran to Japanese leaders Eiji Toyoda and 
Taiichi Ohno. The system was refined, repackaged, 
and renamed ‘just-in-time’ or ‘stockless’ production. 
With low cost labor, low cost component parts, and 
a system that limited the capital costs of stockpiled 
inventory, productivity across manufacturing seg-
ments exploded throughout Japanese factories. The 
‘Japanese Miracle’ quickly became the envy of the 
industrialized world. 
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Goals for a Just-In-Time System
 The new just-in-time (JIT) manufacturing sys-
tem was built upon three simple goals. First, produc-
tion batch sizes should be small, ideally equaling one 
unit at a time. Second, by shifting from a ‘produc-
tion-push’ to a ‘demand-pull’ system, there could be 
zero work-in-progress or finished goods inventories. 
Third, because productivity and quality are directly 
related, there should be a 100% acceptable run at 
each step on the production line.
 The JIT system is intended to decrease work-in-
progress inventories, increase productivity by the re-
duction of waste and rework, lower production and 
retooling cycle times, quicken response time to the 
customer, and empower individual workers to cor-
rect defects whenever and wherever they occur in 
the production line. 
 In order for batch sizes to be small, the second 
of the three goals listed above must be introduced. 
There is a significant difference between demand-
pull and production-push manufacturing. A tradi-
tional production-push system, similar to the origi-
nal Ford River Rouge assembly line, injects raw 
materials at one end of a factory line and, as work-
ers complete tasks, pushes finished products out at 
the other end. Finished goods inventories might not 
have a specific customer waiting for them, so they 
are shipped to company warehouses, to distributor 
storerooms, or to retailer sales floors. Like a flooding 
river, over-stocked finished goods inventories tend 
to get pushed into every available space that can ac-
commodate them.
 The restaurant equivalent should be apparent. 
The original McDonald’s batch production system 
of full bin slots and ‘have it our way’ choices is built 
on a production-push model, with no direct link be-
tween a single order and the cook who makes it.
 Alternately, a demand-pull system requires that 
no product gets worked on until a customer places 
an order for that specific product.  As is generally 
accepted in service management, a ‘customer’ is any 
user of a product or service downstream from the 
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Just-in-Time Production
◦ Short manufacturing cycle times
◦ Batch sizes identical to customer-order quantities
◦ Flexibility to make products in various sequences
◦ Ability to rapidly find and fix deviations from quality standards
◦ Raw materials requested as late as possible
Just-in-Time Production for Restaurants
◦ Production cycle time 1-15 minutes
◦ Batch size is one customer order
◦ Flexible enough to make products in menu sequence
◦ Instantaneous rejection of failed items
◦ Raw materials delivered daily
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point of provision. For example, on an automobile 
assembly line, the immediate customer for a tire is 
the wheel assembler, not necessarily some future 
owner of the car. 
 A necessary component of the demand-pull 
system is described by the Japanese word kanban, 
which translates as ‘visible record.’ In order for the 
demand-pull concept to work efficiently, there must 
be a form of notification from each customer, when 
he or she has demand that is unmet. This visible 
record can take the form of an order card, a sales 
voucher, a requisition, or a designated ‘box’ or work 
area on the shop floor of a manufacturing plant.
 When a kanban is received, or when sufficient 
supplies are not visible in the kanban box, a single 
batch must be produced to fill the request to accept-
able levels. Until the kanban has been received, no 
work is begun on any product or component assem-
bled. Quite literally, because there is nothing waiting 
on the shelf to be shipped, there is nothing that can 
go to the next stockpile. All work-in-progress inven-
tories have disappeared. This works especially well 
with a mass customization or postponed differentia-
tion model, such as that used to produce Dell per-
sonal computers.
 It will hopefully be apparent that this system 
is also evident in some modern quick service res-
taurant chains. The ability for consumers to ‘have it 
your way’ at Burger King was enabled by their ser-
vice and production system, in which orders were 
called over a microphone from the order line to the 
cooks. Wendy’s advanced the process, by using the 
visual signal of an arriving customer as the kanban 
to start the cooking process for each fresh hamburg-
er.
 It becomes apparent that the selling function is 
significantly more important in a demand-pull sys-
tem than in a production-push system for two rea-
sons. First, where durable finished goods inventories 
are allowed to accumulate, especially where stored 
labor inventory is a hidden cost inside the value-
added good itself, it is always possible to put items 
‘on sale’ to recover the costs of component ingre-
dients. Examples include automobile sell-a-thons, 
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furniture closeouts, clothing markdowns, remainder 
bins of books or wine, and even day-old bread in su-
permarkets. Second, factory workers will sit idle if 
there is no customer demand. Production comes to a 
halt when no customer orders are present, and both 
fixed cost coverage and semi-variable labor costs 
skyrocket. Think of a traditional white tablecloth 
restaurant at 5:45 pm, with waiters standing idly in 
an empty dining room anticipating customer arriv-
als.
 The third goal, a focus on total quality manage-
ment (TQM) throughout the production system, 
builds in large part on the previous goal. Just as a 
lack of demand creates a shutdown of production, 
so will a lack of quality parts. The Ford assembly line 
could absorb the costs of waste from poor quality 
parts in the system flow because of rapid increases in 
productivity elsewhere. However, as the costs of so-
phisticated and more detailed interchangeable parts 
become greater, the problem of rejection for lack of 
quality along the line also grows. 
 Deming called for the adoption of statistical 
controls in the manufacturing process, ultimately 
requiring the lowering of the percentage of accept-
able variance in quality to zero. This ‘zero defects’ 
rule applies to the interchangeable parts, but also ex-
tends to finished products delivered to the end user. 
Customer satisfaction and future demand should 
increase as the cost of rejection of products reaches 
zero and greater ‘pull’ for new products expands. 
 In a full-service restaurant, the worst disruption 
on a busy night is for a customer to send a meal back 
to the kitchen because it was not prepared correctly. 
Food production normally moves in a unidirectional 
manner and ‘bounced’ steaks break the system flow, 
often irreparably affecting the entire restaurant for 
the remainder of the evening.
The Move to Lean Manufacturing
 Once the principles of JIT and TQM became 
well accepted across manufacturing, it was inevi-
table that refinement would occur. This updating 
has become known as ‘lean manufacturing,’ which 
focuses not only on just-in-time inventory and total 
quality management, but also on significantly reduc-
ing waste in the production system.
 This refinement identifies work production not 
only in terms of component parts, but also of sys-
tems of workers. Small groups attending to specific 
areas of the work-in-progress inventory become 
specialized cells in an integrated holistic network of 
interdependent processes. 
 As the kanban system pulls semi-finished prod-
ucts through the line, these cells respond by produc-
ing just the amount needed for the next customer’s 
requirements. The adoption of six sigma, or any oth-
er system of quality management, is intended to en-
sure that this process has as close to zero defects as 
possible, and identifies bottlenecks and disruptions 
along the entire line.
 In order to maximize consumer demand for cus-
tomized products, retooling of the production line 
needs to be as rapid as possible. Where in a tradi-
tional system retooling might be seasonal or only 
when new products are introduced, retooling in lean 
manufacturing can often be accomplished in days, if 
not hours, to respond to changing market needs.
 Finally, the lean manufacturing model requires 
constant development of workers. Teams meet as 
quality circles, for efficiency reviews, and for con-
tinuous training and development. New product im-
provements and even new products themselves often 
originate from these team sessions.
The Restaurant as Lean Manufacturing System
 To any restaurant operator, the descriptions 
above might be quite obvious. In the restaurant envi-
ronment, the customer for a steak is typically thought 
to be the consumer of the meal provided by the grill 
cook on the line. But it also means that the grill cook 
is the customer of the prep cook in the back kitchen, 
who has responsibility to cut a strip loin into useable 
portions. In turn, that prep cook is the customer for 
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the receiving clerk, who has checked and stored the 
whole strip loin in the walk-in refrigerator. And the 
receiving clerk is the customer for the driver of the 
delivery truck that brought the strip loin from the 
warehouse. 
 Two important ideas gather from this. First, the 
definition of customer is expanded and refined. Sec-
ond, the unique nature of the manufacturing process 
for a ready-to-eat meal makes application of these 
principles different than for other industries.
 Unlike automobile wheel assemblies, which are 
built using physical products that keep much of their 
value while held in inventory, the entire work-in-
progress inventory in a restaurant is a ‘wasting as-
set.’ This means the product, most of its components, 
and many of its ingredients have a limited shelf life 
and cannot be stored.
 In addition, the entire production system in 
a restaurant, which includes the seat in the dining 
room or the spot in the drive-through lane, can only 
be provided at this time, at this meal, now. Products 
delivered need to be consumed within days, because 
as they sit in storage, quality diminishes quickly. 
Likewise, since a consumer can only eat lunch or 
dinner at a single moment in time, if a seat remains 
empty or the line is too long, the asset value of the 
service moment disappears forever.
 Since the nineteenth century, when Auguste Es-
coffier conceived and introduced the ‘brigade’ con-
cept into the kitchen production system, all restau-
rants have been organized into stages and stations. 
This cellular model of production, with work done 
in multiple steps and held in various levels of com-
pletion, is crucial to the timeliness of meal prepara-
tion. 
 Whether as basic as the making of a soup-and-
salad combination at the local Panera Bread, or as 
complicated as the glace de viande needed to finish a 
plate of Beef Wellington at the Chatham Bars Inn, no 
restaurant meal can be assembled, cooked, or served 
if components are not produced in advance. Labor 
in the kitchen is actually stored in this manner. The 
mise en place that is so crucial for rapid production 
at the immediate point of demand is not just food 
in semi-finished form, but is the value of the cook’s 
work in the ready-to-use food products within easy 
reach. Every chopped garnish, portioned steak, 
blanched vegetable, or pre-made hamburger patty is 
both food and labor.
 As everyone who has experience in a restaurant 
knows, the key to the efficiency of the traditional 
kitchen flow is the concept of the duplicate guest 
check, the ‘dupe slip.’ This is the primary means of 
communication between the customer and the cook, 
whether a waiter’s pad or an electronic POS system. 
The dupe slip is the kanban, pulling the meal order 
through the kitchen work stations and toward the 
point of consumption by the guest.  In a demand-
driven restaurant system, component ingredients 
and semi-finished food items are stored in a par-
stock at various locations throughout the kitchen. 
No menu item will be completed unless and until a 
dupe slip is produced calling for it.
FURTHER THOUGHTS
Lean Manufacturing
◦ Manufacturing without waste
◦ Pull scheduling
◦ Kanban signaling
◦ Six sigma quality
◦ High levels of customization
◦ Cellular organization
◦ Team development
Lean Manufacturing in Restaurants
◦ Production without waste
◦ Preparation after order
◦ Duplicate guest check
◦ Customer as quality control agent
◦ Daily specials and off-menu requests
◦ Stages and stations
◦ Empowered servers
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Bread delivery 
(circa 1960)
Embracing the Lean Manufacturing Model
 While intuitive to many, this application of 
lean manufacturing is not simple. Moving from the 
historic and practical reliance on the principles of 
just-in-time, to a more fully engaged system com-
prised of total quality control and consumer-driven 
demand-pull, will not be accomplished overnight. 
In many cases, systemic operating inefficiencies are 
hard-wired into any restaurant operating environ-
ment. Though when implemented, the rewards will 
be significant and will change the nature of competi-
tive contemporary restaurant management. 
 The restaurant business is a complicated mix of 
service and manufacturing paradigms. The restau-
rant as an organizational form has a long history of 
adapting systems and technology for use in every-
day operations. Unfortunately, these systems are of-
ten used with limited knowledge of how they have 
been applied in other business and industrial areas, 
or even how they were originally developed. As the 
restaurant industry continues to become more so-
phisticated, and systems for production and service 
delivery become more complicated, it is imperative 
that this knowledge be expanded to encompass a 
broader and more robust theoretical base. ■
IMPLEMENTING THE LEAN MANUFACTURING MODEL
 The following are some specific implementation 
practices that restaurant leaders may adopt.
 ◦ Change the role of forecasting to reward accuracy 
at the unit level, for individuals in all ranks and func-
tions (including managers, department heads, chefs, 
kitchen managers, and purchasing agents). Accuracy 
of forecasts about menu mix and units sold is more 
important than whether forecasts are higher or lower 
than projected.
 ◦ Put into place a measureable complaint tracking 
system for all types of customers, internal and external, 
beginning at the receiving dock and at every step until 
final payment is tendered at the cash register. A com-
plaint is measured as any deviation from acceptable 
standards, no matter how trivial. All complaints need 
to be addressed by management as serious.
 ◦ Integrate quality and delivery time standards 
along every step of the production line, beginning 
with suppliers, including rewriting all specifications in 
partnership with purveyors. Raw materials need to 
be delivered at the exact time needed to complete 
the upcoming process work. Work-in-progress quality 
variations need to be identified immediately by the next 
assembler in line, from the receiving dock to the line 
cook, from the expediter to the waiter delivering the 
finished meal to the diner.
 ◦ Identify all process and quality bottlenecks. Make 
design and system modifications to reduce bottlenecks 
to zero levels. Bottlenecks include par stocks that are 
too low or storerooms that are too full.
 ◦ Switch to an all-cash purchasing payment plan 
(net 10 days maximum) to integrate production and 
cost reductions, and link all inventory directly to pay-
ments made to partner suppliers. This will have a sig-
nificant positive impact on profitability goals.
 ◦ Lower all par stock levels to minimums based on 
the new accuracy of forecasts. Reduce storeroom and 
walk-in sizes to increase operating efficiencies. Invest 
in digital inventory technology including RFID and stan-
dard coding systems. 
 ◦ Switch to single cost allocation for inventory val-
ues. Ideally, inventory is only what gets delivered and 
received at the back door, with all physical inventory 
calculated continuously from kanban tickets. There is 
no longer any need to expend labor dollars physically 
counting items at the end of a calendar month. Waste, 
theft, or other shortages become immediately observ-
able where par stocks are kept at minimum acceptable 
levels. Controls are less about preventing theft and 
more about reinforcing efficiency.
 ◦ Change all menu offerings and menu produc-
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Diner receipts
STEPS OF LEAN MANUFACTURING IN RESTAURANTS
 Looking at this model of the restaurant production 
process, note that the steps are described from right to 
left, from A to E.
Point A
 A customer enters the system (an event that is 
broadly predictable but individually random) and be-
gins the process of pulling a finished menu item through 
the kitchen production line. This could be as simple as 
walking up to a street cart and asking for a hot dog, or 
as complicated as ordering lobster at a seafood res-
taurant. The verbal or written order is the kanban that 
sets the assembly process in motion. 
Point B
 At the appearance of a ‘dupe slip’ or verbal direc-
tive, a cook or other kitchen worker begins the next 
production step by pulling some kind of pre-portioned 
raw or semi-cooked collection of items out of a chilled 
or heated inventory container. The slice of pizza at 
a takeout counter is tossed into the deck oven to be 
reheated, or the tuna steak at an oyster bar is gently 
tion processes to reflect lean manufacturing systems. 
Cross utilization of products, postponed differentiation, 
and customization are hard-wired into all menu design 
processes.
 ◦ Commit to training across all levels, and for each 
individual production cell, to integrate zero defects 
production policies into the entire operating culture.
 
 When these practices are in place, and operating in 
a systematic manner, benefits should include:
 ◦ Immediate lower inventory, control and monitor-
ing costs.
 ◦ Lower overall cost of goods sold, with less op-
portunity for loss from waste and spoilage.
 ◦ Continuous quality improvements, better cus-
tomer response time and loyalty of patrons.
 ◦ Increased productivity, lower payroll, less staff 
turnover, and higher profitability.
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EXHIBIT 2
THE RESTAURANT AS LEAN MANUFACTURING FACILITY
placed in a pan to sear, but in either case the work will 
not begin until the ticket appears.
 All of the other necessary components to complete 
the dish, such as the pepperoni slices and mushrooms 
or the tomato garnish, are taken from the stored inven-
tory. These had to be sliced, chopped, reduced, clari-
fied, and put into portioned containers in advance to 
be ready to throw into a sauté pan, arrange on a plate, 
or simply place on a hamburger bun. At the end of 
the shift, as the clean-up and reset are completed, the 
cook will conduct a visual count of products that were 
depleted and create a plan for restocking prior to the 
next shift. A verbal or written list of items to be prepped 
will be handed to the chef or placed on a clipboard near 
the walk-in. The next kanban pulling the food through 
the system has been filed.
Point C
 Every kitchen has someplace referred to as the 
‘prep area.’ In large production kitchens, this could be 
an area behind the main pickup line. In smaller kitch-
ens, it might be a stainless steel table with a cutting 
board, where a cook can peel onions. In all cases, this 
is the production space where totally raw ingredients 
are broken down into usable portions, or bulk items are 
split and made ready for final assembly. This is when 
bones are roasted with vegetables to make stocks, or 
beef is ground and seasoned to make taco filling, or 
pizza dough is left to rise above the oven. This is the 
heart of the production system. No quick service or 
à la minute kitchen could operate without semi-fin-
ished components being made ready for instantaneous 
completion.
 The primary reason the restaurant industry is con-
sidered to be so labor intensive is that the physical 
inventory of perishable goods is effectively replaced 
by a stored labor inventory in the form of a perishable 
service. It only takes 7-10 minutes to assemble, cook, 
and send a finished dish of scallops or duck breast to 
the dining room, because the actual preparation took 
hours of invested labor during the day. The important 
consideration is that this preparation would not occur if 
a customer had not ordered a similar dish during lunch 
or dinner yesterday, and the portions had to be replen-
ished. The par-cooked duck breast with its cranberry 
coulis has been literally ‘pulled’ through the system by 
the cook’s work order for restocking from the previous 
shift. 
Point D
 As the day’s prep work is completed, the cooks will 
finish every shift by reviewing what is depleted from the 
refrigerators and the supply room, and make a plan to 
bring it all back to ‘par stock’ with the next day’s order. 
Rarely will this depletion be allowed to run down for 
more than a few days, and only on special occasions 
will it last more than a week.
 What is not immediately recognizable is that the 
work that goes into this process becomes stored labor 
inventory, and is perhaps the most significant value-
added step of all. Commercial kitchens keep very little 
physical inventory compared to the high volumes of 
revenues produced. It is not uncommon for both the 
value and the physical quantity of food inventories 
to turnover completely anywhere from 12 to 52 times 
per year, an astonishing level compared to most other 
manufacturing systems.
Point E
 The final kanban notification, which brings the 
system to conclusion, is the order placed with an ap-
proved vendor. The visible record may be started by 
the executive chef who leaves a voice message over the 
phone before she goes home at night, or by a purchas-
ing agent at dawn the next morning with a purveyor’s 
salesman, or by an ordering protocol using sophisti-
cated EOQ (economic order quantity) modeling soft-
ware and RFID chips to signal inventory depletions. In 
each scenario, there is no delivery of raw food or other 
materials to the restaurant’s back door until this last 
‘pull’ is initiated. Nothing will happen until it is required, 
often within hours of the order being placed with the 
supplier of the needed raw product.
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